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A N integrated industrial relations program has significant meaning to those in the nursing and medical professions. This premise is made on the basis of two related and generally accepted beliefs: (1) that industrial relations activities-training, personnel selection, public relations, safety, etc.-have a direct bearing upon employee morale, efficiency and satisfaction and (2) that job satisfaction has a direct bearing upon the employee's health. It is likewise increasingly recognized by forward looking companies that they have an obligation to . the individual employee quite apart from that of bargaining with the union chosen to represent him. This deeper obligation is to treat him fairly, to communicate with him, to keep him safe, to pay him fairly and equitably, to train him and to give him fair chances for promotion. These areas are of legitimate concern to every commercial enterprise organized for profit. They are also of concern to the nursing and medical professions; because if they are not done, then the general health of the enterprise and that of the individuals who comprise it will be undermined.
It is not enough, however, to just state the above objectives. We must go further and find out whether we are reaching them, or at least find out whether we are making progress towards them.
Despite all the time, effort and money being spent on various industrial relations activities, there has been relatively little experimental work directed towards evaluating their effectiveness. As professional people, nurses who are already used to measuring progress statistically by looking at blood pressure, weight, death rates, absen teeism rates, etc., ought certainly to be interested in the attempts of one company to evaluate statistically progress toward specific objectives. This, then, is the story of the Crucible Steel Company of America and its attempts to measure its progress toward Industrial Relations objectives.
The Crucible Industrial Relations Department contains seven major sections, responsible for the eight functions delegated to it. Those sections and functions include: 
Employment
In addition to the responsibility of screening all job applicants, the Employment Section is responsible for aiding in the maintenance of the work force. Fulfilling this responsibility, a study was made at plant level to determine the extent of turnover among our production and maintenance employees. It was found that turnover was very high and costing the Company considerable money. Something had to be done, so plans were made to develop some means whereby the problem could be solved. It was decided that better employment screening might eliminate those persons who were more prone to be turnover cases. It would have been easy at this point to install an extensive battery of tests and reason that if better employees were hired then turnover would decrease. The reasoning may be sound, hut we had to test that reasoning. It is common practice to include psychometric devices and interviews as part of a company's employment procedure. Unfortunately, however, many companies initiate these techniques of selection on faith, basing that faith on the shaky principle that because they are used so frequently in other organizations they must be good and will work elsewhere. Far too little attention is paid to the purposes and results of the use of these instruments.
We started with certain hypotheses: (I) that emotional stability and turnover are related; (2) that mechanical aptitude should impel employees to remain in mechanical work; (3) that skilled interviewers could screen out turnover-prone workers on the basis of over-all evaluations of experience, stability, family, background, education, etc.; (4) that age, marital status and number of dependents have a direct relationship, a positive correlation with turnover. Before we could accept these hypotheses, however, we had to put into effect those employment devices relative to them and thus test their effectiveness. In short, we had to test our employment procedures.
We set up four instruments that we thought would help to reduce turnover:
(I) a mechanical comprehension test (2) a temperament test (3) a patterned interview (4) personal history variables, including age, marital status, number of dependents. We set aside a three-month experimental period in which to measure the value of these four devices. During that period, all new appl'icants were subjected to the devices hut hired without regard to the results. This permitted an accumulation of data that could be analyzed. At the end of the experimental period, the test scores, interview ratings and personal variables were compared to the turnover rate of those employees hired. Since experience has shown that the highest and most costly turnover occurs within the first month's employment, our analysis was based on those who left within that period of time. We hoped that this analysis would show that some or all of the devices could be effectively used to screen out turnover-prone appl], cants.
The results of the study were as follows: (l) The above method of measuring our progress towards one objective, reducing turnover, has proved of considerable valu e. We are cu r r en t-E 2 ly collecting additional data to determine the relationship of our selection devices to job performance. With this latter project we hope to accomplish the objective of hiring only those applicants with a high FIGURE 3 potential for superior job performance. The Safety Barometer is a trio colored graph. The colors mean the same as those on a traffic light. The red means danger, yellow means caution and green means safety. We plot on this graph a dotted line, which indicates 1952's accident frequency; we then add a solid line, which indicates 1953 '5 accident frequency. A quick glance at the graph tells us instantly how we are doing, When the solid line is in the green, we know we are accomplishing our objective. When it runs into the yellow, we know we must redouble our efforts to keep it out of the red. 
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to us that we were making definite progress in the area of communications. A hitherto vague and relatively unknown area of company policy is now common knowledge.
Another device we use to measure the effectiveness of our communications is the pre-test-posttest technique. As part of our current labor contract training program, we administer objective tests to each participating conferee. The test is devoted to specific areas in the contract. Upon completion of the ten-conference program, we will administer the same test to the conferees. We expect to measure the effectiveness of our training in this vital area by comparing the results of both tests.
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Safety
In the area of safety, we use two methods to measure our approach to the program's objectives. These methods are statistical tools that we call the "Safety Barometer" and the "Safety Forecast." They fulfill their purpose by visually showing short
Communications
The established communications objective of our Industrial Relations Department is to inform our employees of Crucible's policies, programs and plans. By this, we mean clarifying the old policies and explaining the new ones. To accomplish it, we use management meetings, newsletters, training conferences, company newspaper, publications, etc.
Through a company-wide attitude survey conducted in 1952, we learned that there were many areas of company policy that were either completely unknown or completely misunderstood. One major area was that of salary administration for management personnel. Although a sensitive area, we decided to disseminate to our management people the information they lacked. We chose our management training conferences as the medium. During those conferences, we discussed our salary administration system, salary levels, rates of pay, etc.
Having discovered the need and met it in what we considered an appropriate manner, we then wanted to know how effective we were. In order to measure our effectiveness, we conducted a post-training attitude survey at all our plants. The results were gratifying. They indicated a positive change in attitude towards the Company's policies in this area. Where formerly most people felt unfavorable towards the subject, now most are either in favor of it or are at least neutral towards' it. These results indicated cast Barometer our frequency experience for past years and then using statistical procedures, we then can plot a curve for many years to come. The forecast at present indicates that the curve will level out about 1956. That means that if we expended the same effort, used the same devices and planned no new methods that we would show little or no improvement after 1955. Being aware of this now, however, enables us to plan for this eventually and be prepared to meet it when it arrives.
Industrial Relations Index
We have reviewed so far how Crucible's Industrial Relations Department attempts to measure objectives in the areas of employment, communications and safety. As a conclusion, I want to cover another project that extends to and includes almost every aspect of the department's activities. We call that project the "Industrial Relations Index."
The Index is a systematic monthly report that presents most phases of industrial relations in a clear, concise and relevant manner. Its objective is to show personnel trends and measure personnel activities on a very broad basis. It is our belief that measurement within our field is possible, although perhaps not as precisely as in other areas, such as sales or production. We feel that general trends and relative success can be observed and subjected to critical evaluation.
The Industrial Relations Index is a seven page report so arranged that all pages can be viewed at the same time. Six pages contain lists of monthly total and average figures pertaining to our five plants and our fuel division. The seventh page is a list of the five-plant totals and averages. The twenty-eight figures on each list pertain to twentyeight aspects of our industrial relations activities. Examples of these are average weekly wage, number of wage employees, manhours, premium overtime cost, employment applicants, grievances pend. ing, safety frequency rates, training hours, suggestions received, and so on. Space is provided in the Index for inclusion of cumulative year to date averages and for the previous year.
When all the Index figures have been compiled into this complete report, they are so arranged that trends in any area can be immediately observed. Many comparisons are possible. Plant can be compared to plant, or one plant with the whole Company, or one year with another year. Used this way, the real value of the Index becomes apparent. By way of example, suppose the figures showed that a plant has a high turnover rate, plus a high frequency and severity accident rate, plus many grievances and few suggestions. These figures would obviously indicate that something is wrong. It might mean that the supervision at that plant is poor and that the situation needs immediate investigation. This is just one example of dozens of uses to which the Index can be put.
Although true that the Index might not pinpoint the source of a problem, it will give an indication that something needs attention. At that point, management would start an investigation to locate and cure the situation. is quite simply, that our hard-won prestige-gained through achievements-can easily be lost if newer and larger goals are not attained in the twelve months ahead. This is the challenge of leadership.
To the nursing profession as a whole, the specialty of industrial nursing is now firmly established. We must continue to hold our own in the vast profession of human service to which we have dedicated our personal skills.
To the industrial physician, the nurses who specialize in industrial nursing have distinguished themselves through earnest effort arid self-improvement that move apace with the growing responsibilities of industrial health services. We must expand the maturity of our judge ment and our attitudes in the year ahead.
To employers, we have established ourselves as a professional society that takes vitality from a restless force called human endeavor-a prescription written with equal parts of head-work, handwork and heart! It is this latter quotient that we must administer in ever larger dos· ages, during 1954 to continue our effectiveness in the eyes of 65,000,· 000 working Americans. It is these men and women, in the final analrsis, who will reflect our actwd growth. Their health and safety, iJn. proved through our skill and self.
less effort, will tell how well we 8\l' cept the challenge of leadership in '54.
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